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AFSAC: 25/30

8 Fsbruary 1950

MEVMORANDUM FOR MEMBERS OF AFSAC:

Subject: Special Report on Cryptologic Consoli-
dation as of 31 January 1950

1. The Director, AFSA, has submitted the
attached report to General NeHarney, Chalrman,
Management Committee, Office of the Secrstary of
Defense, The oral request which occasioned the
report asked for (a) informavion on numbers of
personnel assigned respscetively to production and
non-praoduction eryptologic efforts av the begin~
ning of oonsolidation and at the present time and
{b) information on costs of moves incident to con-
solidation,

2, It is requested that sach member of
AFSAC review this report and submit comments to
the Director, AFSA, with perticular attention to
any possible recommendations for rsducing the
number of personnel assigned to non-production
work, both in AFSA and in the Service activities,

Tohd E Stne

BARL B, STONE
Rear Admiral, U.S. Navy
Director, Armed Forces Security Agsnecy

AFSAC: 25/30

Leclassified and approved for release by MNSA on 06-13-2012 pursuant to E.0. 13526
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COFY DEPARTIUMT OF O.PLISE
\RIIED FORCIS SECURITY AGENCY
WASHI!IGTON 25, D. C. Serial: 00047

8 February 1950
MEMORANDU™ FOR TIHET CHAIRMAN, MANIGE!BNT COMIITTEE, OFFICE

OF TIIL SECRETARY OF DEFENSE

SUPJF3CT: Special Rsesport on Cryptologioc Consolidation as
of 31 January 1950

1. In compliance with oral request, there is sube
nitted harewith a report on emnployee utilization in the
consolidated oryptologic effort under the Armed Forces
Security Agency (AFSA), and a rsport on costs of moves
negessitated by consolidation, which has been effeoted
in the folloving prineipal phases:

a. On 1 October 1949, the Director, AFSA,
assuncd operational control of ATSA cryptologic
activitiles.,

b On 25 Ooctober 1949, the Joint Chiefs of
Staff avproved the detailed plans for consolidntion
of major cryptologis activities,

6. On 25 Deocenmber 1949, the Diresstor, AFSA
assumed administrative control of ail civilian pere
sonnel allooated to AFSA,

d., DBy the end of January 1950, reorganization
and roving incldent to implenmentation of the approved
consolidation plans were practically completed, ale
though much shakinge-dovn is still reouired to nake
consolidation complete and fully effective.

It is still too early in thils shaking-down period to cone
sider as final any evaluation of effects of consolidation.
Since command and adninistration represent overhcad, the
nunber of persons assigned to AFSA commané and adminise
tration ?re being kept to the absolute minimum, The
Direetor, AFS51, 1s endeavoring to assist the Services in

their efforts vo this same end,
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2, The Unclosure shouws functional dlsposivion of
¢ivilian and militery persennel actually assigned Lo the
erypcoleosic 3ffort as of 30 Segtember 1949 (thc day pree
oeding assumniicn of operaliomnal control by the Ddirector,
AF34) and 31 Jaruary 1950, Total author?zations also ars
shown, Senarate figurses are shewn for limy Security Ageacy
(ASA), Navy Communioaticn Supnlcmentary letivity (CGSA},
and AFSA, The Air Torce Security Service {AFSS), at the
tine AFSA vas creected, was engaged solelv in activities now
authorized by JCS 2010 to be carried on by each Servics,
AFSS flpures are therefore not included In conparative
statistics pertaining to AFS.L, except for 120 Alir Torce
spaces vhich have been authorized for AFSA. This ~esults
in a reduction in personnel authorized for actual work in
AFSS from 942 to 822, AFSS figures are shown separately
at the bottonn of the Unelosure,

3. In arriving at the distribution of persomnnel by
funotion, it has been nesessary to make certain arbltrary
ad justnents in view of differences in organizavion and
methods of sceocunting in the Army and Navy. The following
salient points are noted in conneotion vwvith the En-
oclosure:

a., Present aotual AFSA strengtl is §.6 parcent
belowv the authorized level. Personnel reductions in sonme
cases have been caused by nornal attriticn vhich counld
not be replaced because of shortage of funds, and vherefore
do not represent actual savings.

b. In accordance with the basie directives con-
cerning the establishment of AISA, sach Service is rTequired
to provide and operate csritalin cryptologic activities which
renuire a comnand and administrativs sc¢aff, AFSA also nmust

have a cormand and administrative stuff. In order to save
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adninistrative perscnnel, \FGA and the Servies oryasbos
logic organizations are noivv perfornming certain adminiss
trative and support functions for sach other wvhere ¢rosse
servicing will effeet savings., For exanple, AFSA i3
utilizing svailadle facilities of vhe Seivieces for iLranz-
portation, procuremcnt of supplies and eqcipmens, con=
tracting, and communicatioas in order bto keep the aumber
of 1FSA personnel engagad in suca work to the absolube
mininum ecnsistent with effective operasion of AFSA,
Similarly, AFSA is perforning all necessary civilian
persconnel funetions for ASA Headguaiters, AFSA 18 study-
ing with the Services the cuestion of additionsl crosse
servicing, but it does not appear that it will be “sasible
to0 consolidate administrative funetions as fully as ori-
ginally hopeédé by the Diractor.

¢s; In considering the figures for command, admine
istration, and support for tns three resldual agencics, it
should be noted that AFS3 and ASA are largely self-concained
organizations wvhercas CSA relies upon other activities of
the lMavy fos much assistance in the performance of wshege
funetions., TFor example, the llarines provide 92 guards fcr
NCGS that are not charged against CSA,

L., ith reference to the cost of noves incidents o
the relocation of numerous AFSA faciliiies as between
Arlington Hall Stvation (AHS) and Naval Communicavion
Station, Washington (NCS), it should be noted that ali
costs wWere avsorbed by operating fuads alrcady avallable,
Only $3,288,10 (for transportetion convracts and changes
in comnunication faeiliiies) represented dirscs monetavry
expenditures for services not already available, Hove
ever, there were oertain additional indirect ocosts; ine-
cluding unavoidable disruption of crypvologie predustion,
labor, engineering feoillties and construction, and addi-

tional transportation and changes in ocommunication facilie
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comriand ond coantrol and to administration, bosh im AFSL
and in tho residual Service activiticse Pertinsnsc gon-
nents received will be srtmitted in a simllar report abous

three months hence, or when requlred,

/8/ Darl E. Svone
EARL ¥. STONE
Rear Adniral, U.S. Navy
Direobor, Armed Foroes Security Agene~

1 Enelosurs
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